Saf ety and Heal t h Managenent Cui deli nes

Scope and Application. (1) This guideline applies to
all places of enploynent which are covered by OSHA standards in 29
CFR Parts 1910, 1915, 1917 and 1918.
(2) This guideline does not apply to places of enploynent
whi ch are covered by OSHA standards found in 29 CFR Part 1926.

| nt roducti on. The Qccupational Safety and Heal th
Adm ni stration (OSHA) has concluded that effective managenent of
wor ker safety and health protection is a decisive factor in
reducing the extent and the severity of work-related injuries and
i1l nesses. Effective managenent addresses all work-rel ated
hazards, including those potential hazards which could result
froma change in worksite conditions or practices. It addresses
hazards whether or not they are regul ated by governnent standards.
OSHA has reached this conclusion in the course of its evaluation
of worksites in its enforcenent program its State-operated
consultation program and its Voluntary Protection Progranms. These
eval uati ons have reveal ed a basic rel ationship between effective
managenent of worker safety and health protection and a | ow
i ncidence and severity of enployee injuries. Such nmanagenent al so
correlates with the elimnation or adequate control of enpl oyee
exposure to toxic substances and ot her unheal thful conditions.

OSHA' s experience in the Voluntary Protection Prograns has
al so indicated that effective managenent of safety and health
protection inproves enployee noral and productivity, as well as
significantly reduci ng workers' conpensation costs and other |ess
obvi ous costs of work-related injuries and ill nesses.

Through an anal ysis of public comment received in response
to its request and through an earlier review of literature. OSHA
has found that the conclusions it has reached fromits own
experience are supported by a substantial body of expert and
practitioner opinion.

Based on this cunul ative evidence that systematic nanagenent
policies, procedures and practices are fundanental to the
reduction of work-related injuries and illnesses and their
attendant econom c costs. OSHA offers the follow ng guidelines for
effecti ve managenent of worker safety and health protection. OSHA
urges all enployers to establish and to naintain prograns which
neet these guidelines in a manner which addresses the specific
operations and conditions of their worksites.

The Cui del i nes

(a) General. (1) Enployers are advised and encouraged to

institute and maintain in their establishments a program which
provi des systematic policies, procedures, and practices that are
adequate to recogni ze and protect their enployees from
occupational safety and health hazards.

(2) An effective programincludes provisions for the
systematic identification, evaluation, and prevention or control
of general workplace hazards, specific job hazards, and potentia
hazards which may arise fromforeseeable conditions.
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(3) Although conpliance with the Iaw, including specific
OSHA standards, is an inportant objective, and effective program
| ooks beyond specific requirenments of |law to address all hazards.
It will seek to prevent injuries and ill nesses, whether or not
conpliance is at issue.

(4) The extent to which the programis described in witing
is less inmportant than how effective it is in practice. As the
size of a worksite or the conplexity of a hazardous operation
i ncreases, however, the need for witten gui dance increases to
ensure cl ear conmuni cations of policies and priorities and
consi stent and fair application of rules.

(b) Major Elenents. An effective occupational safety and
health programw Il include the follow ng four elenments. To
i npl enent these elenents, it will include the actions described in
par agraph (c).

(1) Managenent conm tnent and enpl oyee invol venent
are conpl enentary. Managenent commitnent provides the notivating
force and the resources for organizing and controlling activities
wi thin an organi zation. In an effective program managenent
regards workers safety and health as a fundanental val ue of the
organi zation and applies its conmtnent to safety and health
protection with as nmuch vigor as to other organi zational purposes.
Enpl oyee i nvol venent provides the nmeans through whi ch workers
devel op and/ or express their owm commtnent to safety and health
protection, for thenselves and for their fellow workers.

(2) Worksite anal ysis involves a variety of worksite
exam nations, to identify not only existing hazards but al so
conditions and operations in which changes m ght occur to create
hazards. Unawareness of a hazard which stenms fromfailure to
exam ne the worksite is a sure sign that safety and health
policies and/or practices are ineffective. Effective managenent
actively analyzes the work and worksite, to anticipate and prevent
har nful occurrences.

(3) Hazard prevention and controls are triggered by a
determ nation that a hazard or potential hazard exists. Were
feasi bl e, hazards are prevented by effective design of the jobsite
or job. Were it is not feasible to elimnate them they are
controlled to prevent unsafe and unheal thful exposure. Elimnation
or controls is acconplished in a tinmely nanner, once a hazard or
potential hazard is recogni zed.

(4) Safety and health training addresses the safety
and health responsibilities of all personnel concerned with the
site, whether salaried or hourly. If is often nost effective when
i ncorporated into other training about performance requirenents
and job practices. Its conplexity depends on the size and
conplexity of the worksite, and the nature of the hazards and
potential hazards at the site.



(c) Recommended Actions (i) Managenent Conm t nent
and Enpl oyee I nvolvenent. (i) State clearly a worksite policy
on safe and heal t hful work and working conditions, so that all
personnel with responsibility at the site and personnel at other
| ocations with responsibility for the site understand the priority
of safety and health protection in relation to other
or gani zati onal val ues.

(ii) Establish and comunicate a clear goal for the safety
and heal th program and objectives for neeting that goal, so that
all nmenbers of the organization understand the results desired and
t he nmeasures planned for achieving them

(iii) Provide visible top managenent involvenent in
i npl enenting the program so that all will understand that
managenent's commtnents i s serious.

(i1v) Provides for the encouragenent of enployee invol venent
in the structure and operation of the programand in decisions
that affect their safety and health, so that they will conmt
their insight and energy to achieving the safety and health
program s goal and objectives.

(v) Assign and comruni cate responsibility for all aspects of
the program so that nanagers, supervisors, and enployees in al
parts of the organization know what performance i s expected of
t hem

(vi) Provide adequate authority and resources to responsible
parties, so that assigned responsibilities can be net.

(vii) Hold managers, supervisors, and enpl oyees accountabl e
for meeting their responsibilities, so that essential tasks wl|
be perforned.

(viii) Review program operations at |east annually to
eval uate their success in neeting the goal and objectives, so that
deficiencies can be identified and the program and/ or t he
obj ectives can be revised when they do not neet the goal of
effective safety and health protection.

(2) Worksite Analysis. (i) So that all hazards are
identified:

(A) Conduct conprehensive baseline worksite surveys for
safety and heal th and periodi c conprehensive update surveys:

(B) Analyze planned and new facilities, processes,
materi al s, and equi pnent; and

(C Performroutine job hazard anal yses.

(ii) Provide for regular site safety and heal th i nspection,
so that new or previously m ssed hazards and failures in hazard
controls are identified.

(iii) So that enployee insight and experience in safety and
health protection may be utilized and enpl oyee concerns my be
addressed, provide a reliable systemfor enployees, wthout fear
of reprisal, to notify managenment personnel about conditions that
appear hazardous and to receive tinely and appropriate responses;
and encour age enpl oyees to use the system



(iv) Provide for investigation of accidents and "near ni ss"
i ncidents, so that their causes and neans for their prevention are
identified.

(v) Analyze injury and illness trends over tine, so that
patterns with commopn causes can be identified and prevented.

(3) Hazard Prevention and Control. (i) So that all
current and potential hazards, however detected, are corrected or
controlled in a timely manner, established procedures for that
pur pose, using the follow ng neasures:

(A) Engi neering techni ques where feasible and appropri at e:

(B) Procedures for safe work which are understood and
followed by all affected parties, as a result of training,
positive reinforcenent, correction of unsafe performance, and, if
necessary, enforcenment through a clearly comuni cated disciplinary
system

(C Provision of personal protective equipnent; and

(D) Administrative controls, such as reducing the duration
of exposure.

(ii) Provide for facility and equi pnent mai ntenance, so that
hazar dous breakdown is prevented.

(ii1) Plan and prepare for emergencies, and conduct training
and drills as needed, so that the response of all parties to
energencies will be "second nature.”

(iv) Establish a nedical program which includes availability
of first aid on site and of physician and energency nedical care
nearby, so that harmw |l be mnimzed if any injury or illness
does occur.

(4) Safety and Health Training. (i) Ensure that all

enpl oyees understand the hazards to which they may be exposed and
how to prevent harmto thenselves and others from exposure to

t hese hazards, so that enpl oyees accept and foll ow established
safety and health protections.

(1i) So that supervisors will carry out their safety and
health responsibilities effectively, ensure that they understand
t hose responsibilities and the reasons for them i ncluding:

(A) Analyzing the work under their supervision to identify
unrecogni zed potential hazards:

(B) Maintaining physical protections in their work areas;
and

(C) Reinforcing enployee training on the nature of potenti al
hazards in their work and on needed protective neasures, through
continual performance feedback and, if necessary, through
enforcenent of safe work practices.

(iii1) Ensure that managers understand their safety and
health responsibilities, as described under (c)(1). "Mnagenent
Commi t mrent and Enpl oyee I nvol venent,"” so that the managers w | |
effectively carry out those responsibilities.

The Comment ary

(Par agr aph by Par agraph)

This Commentary indicates the background and rationale for
each part of the guidelines. To facilitate its use, each segnent
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of the guidelines except the introduction is repeated just before

it is discussed. The

background of the introduction imediately follows this paragraph.
| nt roducti on

Comrent on I ntroduction. over the years, OSHA and State
enforcenent and consultation staff have seen many exanpl es of exenplary
wor kpl aces where safety and health progranms were wel|l nanaged and where injury
rates were exceptionally | ow. The conmon characteristics observed at these
sites were the use of organized and systematic nmethods to assign appropriate
responsibility to all managers, supervisors, and enpl oyees, to inspect
regularly for and control existing and potential hazards, and to orient and
train all enployees in the ways and neans to elimnate or avoid those hazards.

The fundanental inportance of such nethods has been reflected in
deci sions of the Occupational Safety and Health Revi ew Conmi ssion and the U. S.
Courts of Appeal, especially in cases involving an enployer claimthat a
vi ol ati ve workpl ace condition or action resulted from unpreventabl e enpl oyee
m sconduct. Such misconduct has been recogni zed as a defense against citation
only when an enployer had a work rule prohibiting the conduct, had provided
training to ensure that the rule was understood, and had supplied adequate
supervi sion (including regular inspections and work rule enforcenent) to ensure
that the work rule was foll owed. These criteria have been applied by the courts
in cases involving the citation of OSHA standards as well as the general duty
clause. The inplication of these cases is that an enployer has the duty to
establish and mai ntain such nanagenent practices, to the extent that they are
necessary to ensure that safe and heal thful working conditions are naintained
and that safe and heal thful work practices are followed.

OSHA has reflected the inportance of effective safety and health program
managenent by including program managenent requirenments in standards; by
recommendi ng safety and health program i nprovenents in conjunction with
i nspections; by issuing citations under the general duty clause of the
Occupational Safety and Health Act of 1970 (Sec. 5(a)(1), 29 U S.C. 654) which
i nclude safety and health managenent factors; by revising its State-operated
consultation programto focus on the pronotion of effective safety and health
managenent; and by a range of other pronotional efforts.

To further encourage enpl oyers and enpl oyees to adopt and i nprove
exi sting safety and heal th progranms, OSHA established on July 2, 1982 (47 FR
29025), the Voluntary Protection Programs (VPP) to recognize worksites with
exenpl ary safety and health nanagenent. The participation requirenments enbodied
in the VPP are a distillation of the neans, nethods, and processes already in
use at worksites where safety and health conditions are exceptionally good.

Because VPP participating worksites are officially recognized and are
excluded fromroutine progranmed OSHA i nspections, the quality of the safety
and health prograns at these sites nmust be maintained and serve as nodels of
effectiveness. In 1988, 62 sites were participating in the VPP, and several had
been in the programfor five or nore years. Collectively, during their
participation in the VPP, these sites experienced lost-time injuries that were
approximately one-fifth to one-third of the average for their industria
classifications. (Unpublished statistics, U S. Departnent
of Labor, OSHA, 1988).

The fact the VPP participants have injury rates which are so much | ower
than their industry averages denonstrates that significant reduction is
possible. It also strongly indicates that the requirenents of the VPP,
distilled in the managenment policies, procedures, and practices described in
t hese recomrended gui delines, are a mgjor nmeans to achi eve the reduction

In addition, enployers at these sites reported i nproved noral e and
productivity benefits, as well as significantly reduced workers' conpensation
and ot her costs. One plant manager found that the inplenmentation of a single
safe work practice at his 44-enployee plant during the first three years of
participation in the VPP resulted in a greater volune of product and a
reduction in rejected project. This change al one saved $265, 000 a year
(Proceedi ngs of Public Information Gathering Meeting on Suggested Guidelines
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for General Safety and Health Prograns. U S. Departnment of Labor, OSHA, Docket
No. C-02. P.77 (COctober 6, 1988).)

The reduction in workers' conpensation and other costs and the
i nprovenents in worksite norale and productivity reported by VPP participants
reflect significant econom c benefits which conpl ement the substantial safety
and health benefits of inprovenent managenent of worker protection. A Business
Roundt abl e report (I nproving Construction Safety Performnce (New York, The
Busi ness Roundtabl e. Report A-3. January, 1982). p. 16) concludes that, for
construction, the savings fromeffective adm nistration of safety and health
protection is 3.2 times the cost. OSHA has no i ndependent confirmation of this
ratio nor of its relevance to industries other than construction. Based on its
experience with VPP sites and the conclusions of experienced safety and health
pr of essi onal s, however, OSHA believes that the long-term benefits of effective
safety and heal th managenment consistently exceed its costs.

To understand this conclusion, it is essential to understand the indirect
as well as the direct costs of occupational injuries and illnnesses.

According to commonly accepted safety managenent concepts as outlined by
Frank E. Bird, Jr. in his Managenent Guide to Loss Control (Loganville, GA
Institute Press, 1978), for every $1 in nedical or insurance conpensation costs
("direct costs") for a worker injury, $5-50 nore are likely to be spent on
"indirect costs" to repair building, tool or equi prment damage; to replace
damage products or materials; and to nmake up for | osses from producti on del ays
and interruptions. An additional $1-3 in indirect costs will be spent for
hiring and training replacenments and for time to investigate the incident. M.
Bird's figures do not consider the inpact of reduced comritnent to work when
enpl oyees operate in a situation in which injuries are conmon. Because they
frequently involve |onger absences, the inpact of job- related illnesses can be
even greater.

Al t hough economi c i ncentives are secondary to human health and safety as
notives for safety and health protection, an enployer may find it useful to
calculate the total (direct and indirect) costs of injuries and illnesses as a
means of determ ning the econom c benefits which m ght be achieved by
preventing the injuries and illnesses. By determ ning the average cost of an
injury and of an illness, the enpl oyer can estimate the increnental inpact of
reducing the rate of injuries and illnesses at the site and therefore the
potential econom c benefit of such reduction.

Some enpl oyers may wi sh to conpare their savings or costs in relation to
the nation average for their industries. A nethod which can be used for that
conmparison with respect to occupational injuries is described by David R Bell
a former OSHA enpl oyee, in his article, "Gauging Safety Qutlays and
bj ectives," in Cccupational Hazards. June, 1987. If the | ost workday case rate
(LMCR) for a site is below the national average, a fornmula provided by Bell can
be used to cal culate how many fewer injuries occurred than woul d have occurred
if the site rate had equalled the national average. (Lost workdays case rates
are published annually by the Bureau of Labor Statistics in "Occupationa
Injuries and Illnesses in the United States by Industry", available fromthe
U.S. Government Printing O fice, Washington, DC 20402. The rate for each
i ndustry represents the average nunber of | ost workday cases that occurred per
100 enpl oyees in the industry).

The nunber of cases which would have occurred if the site rate had been
average Bell calls "expected cases" and the actual cases he calls "injuries
avoided." His formula, in which "enploynent at the site" nmeans the nunber of
equi val ent work-years at the site during the year, is as follows:

I ndustry LWCR = Enpl oynment at the site

100 = Expected LW Cases --
Actual LW Cases =
Nunmber of Injuries
Avoi ded

If the site | ost workday case rate is above, the national average, the
nunber of cases by which the site exceeds the national average can be



deternmi ned by subtracting "expected cases" from "actual cases," once the forner
nunber has been cal cul at ed.

By multiplying the nunber of "injuries avoided" or the nunber of injuries
above the average by the average cost of an injury at the site, the enployer
can estimate the savings or |osses which resulted fromthe quality of its

managenment of safety protection relative to national perfornmance. (Because

nati onal data on the incidence of occupational illnesses is inconplete, the
formula is less useful in relation to occupational health protection.)
(a) General

"(a) Ceneral. (1) Enployers are advised and encouraged to
institute and maintain in their establishnments a program which
provi des systematic policies, procedures, and practices that are
adequate to recogni ze and protect their enployees from
occupati onal safety and health hazards."

Comment . 1n essence, this paragraph states that the end (protection
of enployees from occupati onal safety and health hazards) determni nes the neans.
The criterion for determ ning what is needed in a safety and health program at
a particular site is: whatever feasible action it takes to protect the workers
fromthe safety and health hazards at that specific site. The form of the
saf ety and health program el enents and inplenenting actions will vary at each

site according to the nature of site organization and the nature of the hazards
and potential hazards at the site.

"(2) An effective programincludes provisions for the
systematic identification, evaluation, and prevention or control
of general workplace hazards, specific job hazards and potentia
hazards, which may arise from
foreseeabl e conditions.”

Comment: Provisions for identifying and preventing hazards are
systematic. If not, hazards or potential hazards will be missed and/or
preventive controls will break down, and the chance of injury or illness wll
significantly increase.

General workplace hazards include such conditions as tripping hazards in
wal ki ng areas and poor illunination. Specific job hazards may relate to the
specific conditions in a job, such as exposure to a saw bl ade, or to the
i nherent hazardousness of an operation required in the job, such as the renoval
of jamred material froma point of operation. Potential hazards include such
situations as the possibility of exposure to toxic chemcals as a result of a
rupture of piping fromthe inpact of a
forklift.

"(3) Although conmpliance with the Iaw, including specific
OSHA standards, is an inportant objective, an effective program
| ooks beyond specific requirenents of |law to address all hazards.
It will seek to prevent injuries and ill nesses, whether or not
conpliance is at issue."

Commrent : ©sHA and other government standards provide inportant

gui dance on the identification and control of hazards, but they are not always
enough. Al though conmpliance with the law is an inportant objective of and
notive for an effective program OSHA has found that the npbst successfu
progranms | ook beyond governnment standards and | egal requirenents. They | ook for
ot her sources of information about hazards, such as the National Electrica
Code (NEC), the American Conference of Governnent |ndustrial Hygienists
(ACG H), and the Anerican National Standards Institute (ANSI): and they use
their own seasoned analytical abilities to ook for and address hazards not
covered by governnent or other standards. Their notive is to prevent injuries
and illnesses and the attendant human and econonic costs, whether or not
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conpliance with the law is at issue. This approach is essential in view of the
difficulty that regul atory agencies have in noving quickly to set standards for
every possible hazard in the workplace and to revise them when new i nformation
becones

avail abl e.

"(4) The extent to which the programis described in witing
is less inmportant than how effective it is in practice. As the
size of a worksite or the conplexity of a hazardous operation
i ncreases, however, the need for witten gui dance increases to
ensure cl ear comruni cation of policies and priorities and
consistent and fair application of rules.”

Conment . OsHA recognizes that relatively sinple, unwitten

policies, practices, and procedures are adequate to address the hazards in many
smal l er or | ess hazardous establishnents. The nore conpl ex and hazardous and
operation is, the nore formal (witten) and conplex the programw || probably
need to be. A witten programwhich is revised regularly can clarify policy,
create consistency and continuity in its interpretation, serve as a checkpoint
whenever there is a question of priority between safety and production, and
support fair and equitable enforcenent of safe work rules and practices.

(b) Major Elenents

“(b) Major Elenents. An effect occupational safety and
health programw Il include the follow ng four elenments. To
i mpl enent these elenents, it will include the actions described in
par agraph (c).

(1) Managenent conmm tnent and enpl oyee invol venent
are conpl enentary. Managenent conm tnent provides the notivation
force and the resources for organizing and controlling activities
wi thin an organi zation. In an effective program managenent
regards worker safety and health as a fundanental val ue of the
organi zation and applies its commtnent to safety and health
protection with as nmuch vigor as to other organi zational purposes.
Enpl oyee i nvol venent provides the nmeans through whi ch workers
devel op and/ or express their own commtnment to safety and health
protection, for thenselves and for their fell ow workers.

(2) Worksite anal ysis involves a variety of worksite
exam nations, to identify not only existing hazards but al so
conditions and operations in which changes m ght occur to create
hazards. Unawareness of a hazard which stens fromfailure to
examnm ne the worksite is a sure sign that safety and health
policies and/or practices are ineffective. Effective managenent
actively analyzes the work and worksite, to anticipate and prevent
har nful occurrences.

(3) Hazard prevention and control are triggered by a
determ nation that a hazard or potential hazard exists. Were
feasi bl e, hazards are prevented by effective design of the job
site or job. Where it is not feasible to elimnate them they are
controlled to prevent unsafe or unhealthful exposure. Elimnation
or control is acconplished in a tinmely manner, once a hazard or
potenti al hazard is recognized.



(4) Safety and health training addresses the safety
and health responsibilities of all personnel concerned with the
site, whether salaried or hourly. It is often nost effective when
i ncorporated into other training about perfornmance requirenents
and job practices. Its conplexity depends on the size and
conplexity of the worksite, and the nature of the hazards and
potential hazards at the site.”

Conment . These paragraphs set forth the areas of manageria

practice which are essential to effective safety and health protection. These
practices, means, and nethods are consistent with those used by enployers to
achi eve other organizational objectives, such as cost control, quality, and
productivity. Gving safety and health equal organizational priority in
relation to these other objectives is fundamental to the protection of
i ndi vi dual enpl oyees and to the effectiveness of the organization itself.

These el ements consist of nmethods historically used to acconplish
organi zati onal objectives. They are generic in that they are generally
appl i cabl e regardl ess of unique operations or conditions of particular firns.
Only the formwhich they take varies. Though at points they are expressed in
the terms of the "hierarchical" organizations nost conmon in American industry
(i.e., by reference to "managers," "supervisors," "enployees"), they can easily
be adapted to ot her organizational forns or styles of operation. They relate to
essential concerns and activities of any organization. It is on this basis that
OSHA consi ders them applicable in shipyard enploynent, marine termnals, and
| ongshoring as well as
general industry.

(c) Recommended Acti ons.
(c)(1) Managenent Comm tnent and Enpl oyee
I nvol venent

Comment . Each action listed in this section represents the

application to occupational safety and health of a key neans for organi zing,
notivating and controlling activities within an organi zation

"(c)(1) (i) State clearly a worksite policy on safe and
heal t hful work and working conditions, so that all personnel wth
responsibility at the site and personnel at other |ocations with
responsibility for the site understand the priority of safety and
health protection in relation to other organizational val ues."

Comrent : A statement of policy is the foundation of safety and

heal th managenent. It communi cates the value in which safety and health
protection is held in the business organization. If it is absorbed by all in
the organi zation, it beconmes the basic point of reference for all decisions
affecting safety and health. It also becones the criterion by which the
adequacy of protective actions is nmeasured.

"(c)(1)(ii) Establish and conmunicate a clear goal for the
safety and health program and objectives for neeting that goal, so
that all nenbers of the organization understand the results
desired and the neasures planned for achieving them"

Comment: A goal, and inplenenting objectives, make the safety and

health policy nore specific. Conmunicating themensures that all in the
organi zati on understand the direction it is taking.



"(c)(1)(iii) Provide visible top managenent invol venent in
i npl enmenting the programso that all w Il understand that
managenent's conmmtment is serious.”

Commrent : Actions speak |ouder than words. |f top managenent gives

high priority to safety and health protection in practice, other will see and
follow. If not, a witten or spoken policy of high priority for safety and
health will have little credibility, and others will not followit. Plant

managers who wear required personal protective equipnment in work areas,
perform periodi c "housekeepi ng" inspections, and personally track performance
in safety and health protection denonstrate such invol vement.

"(c)(1)(iv) Provide for and encourage enpl oyee invol venent
in the structure and operation of the programand in decisions
that affect their safety and health, so that they will conmt
their insight and energy to achieving the safety and health
program s goal and objectives.”

Conment : since an effective program depends on commitnent by
enpl oyees as well as mmnagers, it is inportant for their concerns to be
reflected init. An effective programincludes all personnel in the
or gani zati on- - managers, supervisors, and other--in policy devel opnment,
pl anni ng, and operati ons.

Thi s does not nean transfer of responsibility to enpl oyees. The
Occupational Safety and Health Act of 1970 clearly places responsibility for
safety and health protection on the enployer. However, enployees intimte
know edge of the jobs they performand the special concerns they bring to the
job give them a uni que perspective which can be used to make the program nore
ef fective.

Enpl oyee participation may take any or all of a nunmber of forns. For
i nstance, the system for notifying managenent personnel about conditions that
appear hazardous serves as a mmjor neans of worksite analysis to identify
hazards and is therefore included as paragraph (c)(2)(iii). Such a systemis
however, by itself not sufficient to provide for effective enpl oyee
i nvol vement. Forms of participation which engage enpl oyees nmore fully in
systemati c prevention include (1) inspecting for hazards and recomendi ng
corrections or controls; (2) analyzing jobs to |ocate potential hazards and
devel op safe work procedures; (3) devel oping or revising general rules for safe
work; (4) training newy hired enployees in safe work procedures and rul es,
and/or training their co-workers in newmy revised safe work procedures; (5)
provi di ng progranms and presentations for safety meeting; and (6) assisting in
acci dent investigations.

Such functions can be carried out in a nunber of organizational contexts.
Joi nt | abor-managenent conmittees are nost comon. O her means include | abor
safety committees, safety circle teans, rotational assignnment of enployees to
such functions, and acceptance of enployee volunteers for the functions.

Enmpl oyee invol venent is effective only when the enpl oyer wel cones it and
provi des protection fromany discrimnation, including unofficial harassnment,
to the enpl oyees involved. However, inclusion of enployees in one or nore of
the suggested activities, or in any way that fits the individual worksite and
provi des an enpl oyee role that has inpact on decisions about safety and health
protection, will strengthen the enployer's overall program of safety and health
protection.

"(c)(1)(v) Assign and communicate responsibility for al
aspects of the program so that managers, supervisors, and
enpl oyees in all parts of the organi zation know that performance
is expected of them"
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Conment :  Assignment of responsibility for safety and health
protection to a single staff menber, or even a small group, will |eave other
menbers feeling that soneone else is taking care of safety and health problens.

Everyone in an organi zation has sone responsibility for safety and
health. A clear statenent of that responsibility, as it relates both to
organi zati onal goals and objectives and to the specific functions of
i ndividuals, is essential. If all persons in an organi zati on do not know what
is expected of them they are unlikely to perform as desired.

"(c)(1)(vi) Provide adequate authority and resources to
responsi bl e parties, so that assigned responsibilities can be
met . "

Conment . It is unreasonable to assign responsibility without

provi di ng adequate authority and resources to get the job done. For exanple, a
person with responsibility for the safety of a piece of machi nery needs the
authority to shut it down and get it repaired. Needed resources may include
adequately trai ned and equi pped personnel and adequate operational and capita
expendi ture funds.

"(c)(1)(vii) Hold nanagers, supervisors, and enpl oyees
accountable for neeting their responsibilities, so that essenti al
tasks will be perforned.”

Comment : stating expectations of managers, supervisors, and other
enpl oyees neans little if nanagenent is not serious enough to track
performance, to reward it when it is conpetent and to correct it when it is
not. Hol di ng everyone accountable for neeting their responsibilities is at the
heart of effective workers safety and health protection. If managenment states
hi gh expectations for such protection but pays greater attention to
productivity or other values, safety and health protection will be negl ected.

To be effective, a systemof accountability nust be applied to everyone,
from seni or managenent to hourly enployees. If sonme are held firmy to expected

performance and other are not, the systemw |l lose its credibility. Those held
to expectations will be resentful; those allowed to neglect expectations may

i ncrease their neglect. Consequently, the chance of injury and illness wll

i ncrease.

"(c)(1)(viii) Review program operations at |east annually
to evaluate their success in neeting the goal and objectives, so
t hat deficiencies can be identified and the program and/ or the
obj ectives can be revised when they do not neet the goal of
effective safety and health protection.”

Comment : A Conprehensive program audit is essential periodically to

eval uate the whol e set of safety and heal th nmanagenent neans, nethods, and
processes, to ensure that they are adequate to protect against the potentia
hazards at the specific worksite. The audit determ nes whether policies and
procedures are inplenmented as planned and whether in practice they have nmet the
objectives set for the program It also determ nes whether the objectives
provide sufficient challenge to | ead the organi zation to neet the program goa
of effective safety and health protection. \When either perfornmance or the

obj ectives thensel ves are found i nadequate, revisions are made. Wthout such a
conprehensive review, programflaws and their interrelationship my not be
caught and corrected.

(c)(2) Wrksite Analysis
Commrent . The identification of hazards and potential hazards at a
worksite requires an active, on-going exam nation and anal ysis of work
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processes and working conditions. Because nmany hazards are by nature difficult
to recogni ze, effective exam nation and analysis w |l approach the work and
wor ki ng conditions from several perspectives. Each of the activities
recomended in this paragraph represents a different perspective.

The recognition of hazards which could result from changes in work
practices or conditions requires thorough observation and thought, both from
those who performthe work and those who are specially trained for that
purpose. Since such divergence fromthe routine and famliar is often the
occasion for injuries and health hazard exposures to occur, the anticipation of
such changes is critical

Identification at a worksite of those safety and health hazards which are
recognized in its industry is a critical foundation for safety and health
protection. It is the general duty of the enployer under the Occupationa
Safety and Health Act of 1970. Successful enployers will actively seek the
benefit of the experience of others in their industry, through trade
associ ations, equi pment manufacturers, and other sources.

An effective program does not stop at this point, however. It continually
revi ews working conditions and operations to identify hazards which have not
previ ously been recognized in the industry.

Implicit in the provision for the survey, reviews, and anal yses
recommended in this section is the need for enployers to seek conpetent advice
and assi stance when they | ack needed expertise and to use appropriate neans and
nmet hods to exami ne and assess all existing and foreseeabl e hazards. Personne
who perform conprehensi ve baseline and update surveys, analysis of new
facilities, processes, procedures, and equi prent, and job hazard anal yses may
require greater expertise than those who conduct routine inspections, since the
former are conducting a broader and/or deeper review.

Per sonnel perform ng regul ar inspections should, however, possess a
degree of experience and conpetence adequate to recognize hazards in the areas
they review and to identify reasonable nmeans for their correction or control
Such conpetence should normally be expected of ordinary enpl oyees who are
capabl e of safely supervising or perform ng the operations of the specific
wor kpl ace. Smal | er busi nesses which need assistance in the devel opnment of such
conpet ence can receive free assistance froma nunber of sources, including OSHA
and a nationwi de network of OSHA-funded, State-operated consultation projects.

"(c)(2)(i) So that all hazards and potential hazards are
identified:

(A) conduct conprehensive baseline worksite survey for
safety and health and periodi c conprehensi ve update surveys;

(B) analyze planned and new facilities, processes,
mat erial s, and equi pnent; and

(C performroutine job hazard anal yses."

Comrent ;. A conprehensive baseline survey of the work and worki ng
conditions at a site permts a systematic recordi ng of those hazards and
potential hazards which can be recognized without intensive analysis. This
baseline record provides a checklist for the nore frequent routine inspections,
recommended i n paragraph (c)(2)(ii). Wth those hazards under control
attention can be given to the intensive analysis required to recognize |ess
obvi ous hazards.

Subsequent conprehensi ve surveys provide an opportunity to step back from
the routine check on control of previously recognized hazards and | ook for
others. Wth the baseline established, these subsequent reviews are one
occasion for focusing nore intensive analysis in areas with the highest
potential for new or |ess obvious hazards. The frequency wi th which
conprehensi ve examni nations are needed depends on the conplexity, hazardousness,
and changeability of the worksite. Many successful worksites conduct such
reviews on an annual or biannual basis.



Anal ysis of new facilities, processes, materials, and equi pnent in the
course of their design and early use (sonetimes called "change anal ysis")
provi des a check against the introduction of new hazards with them

Ef fecti ve managenent ensures the conduct of such anal yses during the
pl anni ng phase, just before their first use, and during the early phases of
their use. Nunerous specific OSHA standards require inspection of particular
equi pnment, conditions, and activities as a safety precaution prior to operation
or use. This guideline nmakes clear that, in effective safety and health
programs, this generally recognized inspection practice is applied nore broadly
to all conditions and activities.

Job hazard analysis is an inportant tool for nore intensive analysis to
i dentify hazards and potential hazards not previously recognized, and to
determ ne protective nmeasures. Through nore careful attention to the work
processes in a particular job, analysis can recognize new points at which
exposure to hazards may occur or at which foreseeahbl e changes in practice or
conditions could result in new hazards.

"(c)(2)(ii) Provide for regular site safety and health
i nspections, so that new or previously m ssed hazards and fail ures
in hazard controls are identified."

Comment : once a conprehensive exami nation of the workpl ace has been
conducted and hazard controls have been established, routine site safety and
heal th inspections are necessary to ensure that changes in conditions and
activities do not create new hazards and that hazard controls remain in place
and are effective. Routine industrial hygiene nonitoring and sanpling are
essenti al conponents of such inspections in many workpl aces.

Per sonnel conducting these inspections also | ook out for new or
previ ously unrecogni zed hazards, but not as thoroughly as those conducting
conpr ehensi ve surveys.

The frequency and scope of these "routine" inspection depends on the
nature and severity of the hazards which could be present and the relative
stability and conplexity of worksite operations.

"(c)(2)(iii) So that enployee insight and experience is
safety and health protection may be utilized and enpl oyee concerns
may be addressed, provide a reliable systemfor enpl oyees, wthout
fear of reprisal, to notify managenent personnel about conditions
t hat appear hazardous and to receive tinely and appropriate
responses; and encourage enpl oyees to use the
system"

Commrent: A reliable systemfor enployees to notify management of
conditions or practices that appear hazardous and to receive a tinely and
appropriate response serves a dual purpose. It gives nanagenent the benefit of
many nore points of observations and nore experienced insight in recognizing
hazards or other synptons of breakdown in safety and health protection systens.
It also gives enpl oyees assurance that their investnment in safety and health is
wor t hwhi | e.

A systemis reliable only if it ensures enployees a credible and tinely
response. The response will include both tinely action to address any probl ens
identified and a tinely explanation of why particular actions were or were not
taken. Since the enployer benefits from enpl oyee notices, effective managenent
will not only guard against reprisals to avoid discouraging thembut will take
positive steps to encourage their subm ssion

"(c)(2)(iv) Provide for investigation of accidents and
"near mss' incidents, so that their causes and neans for
preventing repetitions are identified."
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Conment S: Accidents, and incidents in which enpl oyees narrowy
escape injury, clearly expose hazards. Analysis to identify their causes
permts devel opnent of neasures to prevent future injury or illness. Although a
first ook may suggest that "enployee error" is a major factor, it is rarely
sufficient to stop there. Even when an enpl oyee has di sobeyed a required work
practice, it is critical to ask, "Wwy?" A thorough analysis will generally
reveal a nunber of deeper factors, which pernmtted or even encouraged an
enpl oyee' s action. Such factors may include a supervisor's allow ng or
pressuring the enployee to take short cuts in the interest of production
i nadequat e equi pment, or a work practice which is difficult for the enployee to
carry out safely. An effective analysis will identify actions to address each
of the causal factors in an accident or "near nmiss" incident.

"(c)(2)(v) Analyze injury and illness trends over tine, so
that patterns of common causes can be identified and prevented."

Commrent : A review of injury experience over a period of time may
reveal patterns of injury with common causes which can be addressed.
Correlation of changes in injury experience with changes in safety and health
program operations, personnel, and production processes nmay help to identify
causes.

(c)(3) Hazard Prevention and Control

Conment . Effective nmanagement prevents or controls identified
hazards and prepares to minimze the harmfromjob-related injuries and
illnesses when they do occur

"(c)(3)(i) So that all current and potential hazards,
however detected, are corrected or controlled in a tinely manner,
establish procedures for that purpose, using the follow ng
neasur es:

(A) engineering techniques where feasible and appropri ate;

(B) procedures for safe work which are understood and
followed by all affected parties, as a result of training,
positive reinforcenent, and, if necessary, endorsenent through a
clearly conmuni cated di sciplinary system

(C provision of personal protective equi pnent; and

(D) administrative controls, such as reducing the duration
of exposure.™

Commrent ;. Hazards, once recognized, are pronptly prevented or
controll ed. Managenent action in this respect deternines the credibility of its
safety and heal th managenment policy and the useful ness of it entire program

An effective programrelies on the means for prevention or control which
provi des the best feasible protection of enployee safety and heal th.

It regards legal requirenents as a mninmum Wen there are alternative
ways to address a hazard, effective nmanagers have found that involving
enpl oyees in discussions of nethods can identify useful prevention and contro
nmeasures, serve as a neans for communicating the rational for decisions made,
and encourage enpl oyee acceptance of the decisions.

When safe work procedures are the neans of protection, ensuring that they
are foll owed becomes critical. Ensuring safe work practices involves discipline
in both a positive sense and a corrective sense. Every conponent of effective
safety and heal th nanagenent is designed to create a disciplined environnment in
whi ch all personnel act on the basis that worker safety and health protection
is a fundanental value of the organization. Such an environnment depends on the
credibility of management's involvenent in safety and health matters, inclusion
of enpl oyees in decisions which affect their safety and health, rigorous

14



worksite analysis to identify hazards and potential hazards, stringent
prevention and control neasures, and thorough training. In such an environnment,
all personnel will understand the hazards to which they are exposed, why the
hazards pose a threat, and how to protect thenselves and others fromthe
hazards. Training for the purpose is reinforced by encouragenent of attenpt to
wor k safely and by positive recognition of safe behavior

If, in such a context, an enployee, supervisor, or nmanager fails to
follow a safe procedure, it is advisable not only to stop the unsafe action but
al so to determ ne whether sone condition of the work has nmade it difficult to
foll ow the procedure or whether some nanagenent system has failed to
conmuni cate the danger of the action and the nmeans for avoiding it. If the
unsafe action was not based on an external condition or a |ack of
understanding, or if, after such external condition or |ack of understanding
has been corrected, the person repeats the action, it is essential that
corrective discipline be applied. To allow an unsafe action to continue not
only continues to endanger the actor and perhaps others; it also underm nes the
positive discipline of the entire safety and health program To be effective,
corrective discipline nust be applied consistently to all, regardless of role
or rank; but it must be applied.

Factors which may affect the time required for correction of hazards
i nclude: (1) The conplexity abatement technol ogy; (2) the degree of risk; and
(3) the availability of necessary equipnment, materials, and staff qualified to
conplete the correction. Because conditions affecting hazard correction and
control vary widely, it is inpractical of OSHA to recomend specific tine
limts for all situations. An effective programcorrects hazards in the
shortest tinme permitted by the technology required and the availability of
needed personnel and materials. It also provides for interimprotection when
i medi ate correction is not possible.

"(c)(3)(ii) Provide for facility and equi pnment nai ntenance,
so that hazardous breakdown is prevented."

Conment :  Maintenance of equi pment of facilities is an especially
i nportant nmeans of anticipating potential hazards and preventing their

devel opnent. Pl anni ng, scheduling, and tracking preventive nai ntenance
activities provides a systematic way of ensuring that they are not negl ected.

"(c)(3)(iii) Plan and prepare for energencies, and conduct
training and drills as needed, so that the response of all parties
to energencies will be "second nature.”

Comrent : Planning and training for emergencies is essential in
m nim zing the harnful consequences of an accident or other threat if it does
occur.

I f personnel are not so thoroughly trained to react to energencies that
their responses are i medi ate and precise, they may expose thensel ves and
others to greater danger rather than reduce their exposure. The nature of
potential energencies depends on the nature of site operations and its
geogr aphi cal | ocation. The extent to which training and drills are needed
depends on the severity and conplexity of the energencies which nmay ari se.

"(c)(2)(iv) Establish a nedical program which includes
availability of first aid on site and of physician and energency

nmedi cal care nearby, so that harmw |l be minimzed if an injury
or illness does occur."

Comrent . The availability of first aid and energency nedial care
are essential in mnimzing the harnful consequences of injuries and ill nesses

if they do occur. The nature of services needed will depend on the seriousness
of injuries or health hazard exposures which may occur. M nimum requirenents
are addressed in OSHA standards.
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(c)(4) Safety and Health Training

Conment . Education and training are essential neans for
comuni cating practical understanding of the requirenments of effective safety
and health protection to all personnel. Wthout such understandi ng, nmanagers,
supervi sors, and other enployees will not performtheir responsibilities for
saf ety and health protection effectively.

It is not suggested that el aborate or formal training prograns solely
related to safety and health are al ways needed. Integrating consideration of
safety and health protection into all organizational activities is the key to
its effectiveness. Safety and health information and instruction is, therefore,
often nost effective when incorporated into other training about performance
requi renents and job practices, such as nmanagenent training on performance
eval uation, problem solving, or nmanagi ng change; supervisors' training on the
rei nforcenent of good work practices and the correction of poor ones; and
enpl oyee training on the operation of a particular machine or the conduct of a
speci fic task.

Each paragraph in this section recommends that the enpl oyer ensure
under st andi ng of safety and health information by enpl oyees, supervisors, and
managers. The act of training itself is not sufficient to endure practica
conprehensi on. Some neans of verifying conprehension is essential. Fornma
testing, oral questioning, observation, and other neans can be useful

Inits Voluntary Protection Prograns. OSHA has found that observing and

i ntervi ewi ng enpl oyees, supervisors, and managers are the nost effective
nmeasures for determ ning their understandi ng of what is expected of themin
practice. Although there is no fully reliable neans for ensuring understanding,
effective safety and health nanagenent will apply the same diligence with
respect to safety and health protection as is applied to ensuring an
under st andi ng of other operational requirenents, such as tine and attendance,
producti on schedul es, and job skills.

"(c)(4) (i) Ensure that all enployees understand the hazards
to which they may be exposed and how to prevent harmto thensel ves
and others from exposure to these hazards, so that enpl oyees
accept and foll ow established
safety and health protections.”

Conmmrent . The conmitnent and cooperation of enpl oyees in preventing
and controlling exposure to hazards is critical, not only for their own safety
and health but for that of others as well. That commitnment and cooperation
depends on their understandi ng what hazards they nay be exposed to, why the
hazards pose a threat, and how they can protect thenselves and others fromthe
hazards. The neans of protection which they need to understand include not only
the i medi ate protections from hazards in their work processes and | ocations,
but al so the management systens which commit the organi zation to safety and
health protection and provide for enployee involvenent in hazard identification
and prevention.

OSHA' s Hazard Comruni cation Standard specifies, for chem cal hazards, an
enpl oyer duty to inform enpl oyees about workpl ace hazards and to provide
training that will enable themto avoid work-related injuries or illnesses.

Ot her standards set forth training requirenments, as summari zed i n OSHA

Publi cati on 2254. "Training Requirements in OSHA Standards and Trai ni ng
GQuidelines." The rational for these standards requirenments is, however,
applicable in relation to all hazards. Education and training in safety and
health protection is especially critical for enployees who are assum ng new
duties. This fact is reflected by the disproportionately high injury rates
anong workers newy assigned to work tasks. Although sone of these injuries may
be attributable to other causes, a substantial nunber are directly related to

i nadequat e know edge of job hazards and safe work practices. The Bureau of
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Labor Statistics reports that in 1979. 48 percent of workers injured had been
on the job I ess than one year. ("The New Worker Factor Associated with
Occupational Injuries and Illnesses,” U. S. Departnent of Labor, Bureau of Labor
Statistics, 1982.) These figures make clear the inportance of training
enpl oyees on job hazards and safe work practices before they assume new duties.
The extent of hazard information which is needed by enpl oyees will vary,
but includes at least; (1) The general hazards and safety rules of the
worksite; (2) specific hazards, safety rules, and practices related to
particul ar work assignments; and (3) the enployee's role in energency
situations. Such information and training is particularly relevant to hazards
that may not be readily apparent to, to within the ordinary experience and
know edge of, the enpl oyee.

"(c)(4)(ii) So that supervisors wll carry out their safety
and health responsibilities effectively, ensure that they
understand those responsibilities and the reasons for them
i ncl udi ng;

(A) analyzing the work under their supervision to identify
unrecogni zed potenti al hazards;

(B) mai ntai ning physical protections in their work areas;
and

(C reinforcing enployee training on the nature of potenti al
hazards in their work and on needed protective neasures, through
continual performance feedback and, if necessary, through
enforcenent of safe work practices.”

Comment . First-1ine supervisors have an especially critical role in

safety and health protection because of their imediate responsibility for
wor kers and for the work being perforned. Effective training of supervisors
will address their safety and health management responsibilities as well as

i nformati on on hazards, hazard prevention, and response to emergenci es.

Al t hough they may have ot her safety and health responsibilities, those |listed
in these guidelines nmerit particul ar

attention.

"(c)(4)(iii) Ensure that managers understand their safety
and health responsibilities" described under (c)(1). "Managenent
Commi t rent and Enpl oyee I nvol venent,"” so that the managers w | |
effectively carry out those responsibilities.”

Conment : Because there is a tendency in some businesses to consider

safety and health a staff function and to neglect the training of nmanagers in
safety and health responsibilities, the inportance of managerial training is
not ed separately. Managers who understand both the way and the extend to which
effective safety and health protection inpacts on the overall effectiveness of
the business itself are far nore likely to ensure that the necessary safety and
heal t h managenent systens operates as needed.
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